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With this issue of TIGBrief comes awelcome from TheInspector General, Lt. Gen.Richard T. Swope. Swopecomes to us from his lastassignment as the Pacific AirForce Inspector General. Hebrings with him the vastexperience of 32 years of AirForce service which sets thestage for future inspectionbusiness Air Force wide.While quality is now instilledin our Air Force culture,Swope drives home the factthat in addition to this, wemust also stay focused onmission accomplishment.Providing our signaturearticle for this issue is Gen.

Henry Viccellio Jr., Air ForceMateriel Command com-mander. He discusses quitecandidly the alterations madeto how AFMC will conductAFMC’s Quality Air Forceassessments and operationalreadiness inspections forimproved readiness capability.His article on Page 6 is com-plemented by this issue’sfeature on AFMC found onPage 12. Here you’ll find theiranswer to improved customerservice for a lean and fastlogistics operation and acqui-sition reform. Take a look tosee if what AFMC is doingcan be applied to your unit.Lt. Col. Steve Fowler, AirForce Inspection Agency FieldInspection Directorate, pre-sents a somewhat unconven-tional perspective to the unitself assessment. His illustra-tion on Page 10 demonstratesthe unit self assessmentprocess from the wing as wellas the headquarters level andaffords an insight into the unitself assessment in the simplestof terms. Whether you’reservicing your internal orexternal customers at the wingor headquarters level, everyAir Force member will findFowler’s article helpful inunderstanding how eachshould conduct their own unitself assessment for theircustomers.Capt. Dick Poore from theAir Force Inspector GeneralExecutive Services sectionoffers an analysis of currentevents and their relation to theinspector general business onPage 14. Poore brings togetherthe relationship between a

decreased work force anddeclining budgets coupledwith unpredictable threatsaround the globe. Thesefactors offer all the reasons wemust maintain a quality forceready to go anywhere at amoment’s notice. His analysisshould make every inspectoreverywhere in the Air Forceproud of the integral roles weplay in maintaining our AirForce readiness.On page 18, Maj. JanePeterson, Air Force LegalServices Agency, AppellateCourt Division, highlightssome of the negative trendsregarding government-issueAmerican Express cards. Assupervisors at all levels ofcommand, we have a responsi-bility to inform our people ofthe proper use of such a cardand to hold accountable thosemembers who do not use thecard as intended. We hope thisissue narrows the gap betweenwhere quality and missionaccomplishment meet intoday’s Air Force. In addition,TIG Brief has made its World-wide Web debut and is nowavailable in full color on theInternet. While we continuallystrive to better our magazine,we also venture to make TIGBrief available to Air Forceleaders at every level andevery location. Check out theback cover for our websitelocation and visit us soon!✦

ANGELA L. ELLARDCaptain, USAF

from the editor



It’s great to join Team IG as The InspectorGeneral. Our Air Force is besting the chal-lenges of our mission daily and all inspec-tors are involved. Inspectors General at alllevels, Air Force Office of Special Investiga-tions, Air Force Inspection Agency, and the AirForce Inspector General staff continue as keyplayers in sustaining our Air Force’s ability tofight and win our nation’s wars.The inspector general mission is clear, “con-tinuously evaluate force readiness and organiza-tional efficiency and effectiveness ... and pro-vide the commander with a credible, indepen-dent assessment to measure capability.” Wemust never lose sight of this responsibility––it is“job one.”During the past two years, Team IG joinedAir Force leaders in being quality champions.Together, we have installed the quality tools ofgoal setting, delegation, empowerment, andmeasurement across the full range of Air Forceactivities. Our skill with these tools can now betied to mission accomplishment.Air Force senior commanders reset thequality focus on mission accomplishment atCorona South in February. The new objectivewill demand processes get desired results toreap the benefits and measure the success of ourquality leadership and management practices.To that end, two fundamental changes wereimplemented by the April 1, 1996, version of

welcom
e
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AFPD 90-2, Inspector General—The InspectionSystem. Quality Air Force assessments will nowexpand to evaluate results and compliance itemswill be measured using the five-tier gradingsystem. Both changes will help to ensure thatwe not only take the right path, but that wereach the right destination.The road ahead is full of challenges. We arecommitted to being more effective and efficientand to finding better ways to define our goals,objectives, and standards built on the foundationof core values Air Force wide. We must bevigorous and visionary in our approach, lookingfor ways to improve crossflow and teach bestpractices throughout the Air Force. And at everylevel we must seek to improve our processesand results.Another Corona initiative has resulted in anew inspector general at unit level. A colonel orlieutenant colonel, depending on unit size, isnow being assigned at 109 installations toincrease the independence of our Air Forceinspector general system. By now they shouldbe visible at your location and we are workinghard and smart to ensure they have the resourcesto serve everyone’s needs. No longer part of thevice commander’s responsibility, we expect theindependent inspector general to improve AirForce capability to resolve concerns.Every member of Team IG is committed andcritical to the Air Force mission. Whether weare inspecting, investigating, inquiring, coordi-nating, or supporting, we focus on “job one” andour role in it. Together, we are dedicated toproviding America the most capable air andspace forces.You and I share a proud heritage, solemnresponsibility, and great opportunity. Together,as a team, we can keep our Air Force the bestthe world has ever known.✦

The Inspector General



farewell

Three years ago, at the start of my tenure as commander, I wrote an article for TIG

Brief entitled, Inspection: A Look Forward. As I look back over the last three years, the

Air Force Inspection System has undergone some of the most sweeping and positive

changes in its history and the Air Force Inspection Agency has made great strides in our

quest to become world-class consultants in demand by Air Force leaders. More and more

of our topics are requested by Air Force senior leadership, which denotes an increased

level of trust between leadership and the inspector general. I’m fond of saying that we’ve

moved away from the “black hat” confrontational inspector role to more of a “gray hat”

consultative assessor role. Why not “white hat?” Well, quite frankly, the inspector general

will always have the role of ensuring compliance for some critical processes and func-

tions, for example, nuclear surety. This new partnership between leaders at every level and

the inspector general is healthy for our Air Force and is rooted in our Quality Air Force

journey. We are truly here to help.
I believe the importance of the inspector general was reaffirmed when the Secretary

and Chief of Staff created independent wing-level inspector general positions at every

base. Another positive indicator of the importance of inspector general duty is the number

of highly qualified volunteers that actively solicit inspector general positions. As a result

of recruiting high-quality inspectors and the general recognition that inspector general

duty serves to broaden one’s experience, we’ve been very successful in placing inspectors

in great jobs. Other positive changes I’ve seen during my tenure include the birth of the

Quality Air Force assessment, customer input into management review reports, major

improvements to TIG Brief, and important curriculum updates to the Air Force Inspection

School.
As I move on to new challenges, I’ll look back on my days in command of the Air

Force Inspection Agency and working with inspector general personnel Air Force wide as

truly some of the best days of my military career. To those of you who continue to per-

form the work of The Inspector General, know that the job is critical to successful mission

accomplishment and your dedication to improving the Air Force is making a positive

contribution.✦

Inspection: A Look Back

Brig. Gen. Robert M. Murdock
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On July 1, 1996, Brig. Gen. Robert M. Murdock
relinquished command of the Air Force Inspec-
tion Agency to Col. James C. Robertson III.



Signature
Article

Since arriving at Air ForceMateriel Commandheadquarters early lastsummer, I have visited everybase in the command. I amcontinually impressed by thewealth of talent and ingenuitydisplayed at every rank andgrade and at every location.AFMC people, those through-out the Air Force, are theabsolute best! It’s no surprisethen that grass is not growingunder our feet in the qualityarena.We have progressed past the“Quality 101” and “Quality202” level in our journey tochange the culture of how ourinstitution sees itself andworks. The steps we have takenin this journey have been righton target so far, and we are nowevolving to ensure the momen-tum is maintained.For this reason, we haveworked with our inspectorgeneral to change the way weconduct Quality Air Forceassessments. Rather than ourcommand Quality Air Forceassessment focusing on validat-

ing a center’s unit self assess-ment, it will concentrate ongiving more applicable feed-back on both our qualityprogram and the products itpromotes down to the divisionor three-letter level in thecenters.Like most efforts in myalmost 35 years in the AirForce, success in our newQuality Air Force assessmentprocess will depend greatly onhow well we communicate. Ibelieve one valuable way todescribe the Quality Air Forcemovement, its criteria, andwhat we want from all the timeand effort involved in QualityAir Force assessments can befound in the answer to fivefundamental questions:
✯ How are you doing?
✯ How do you know?
✯ How have you improved?
✯ How do you know youhave improved?
✯ What best practices doyou have?
The “how do you know”

question is at the heart of theQuality Air Force initiative. Allof our people want to do thebest job possible, and it is ourchallenge and that of everyleader in AFMC, to assure thatthe command population knowswhere we want to go and howto contribute to our ultimatesuccess. Setting realistic,customer-centered goals andstandards is critical to thiseffort. We are not collectingperformance measures as“eyewash” but as real evidenceof our success or need forimprovement in getting the jobdone.We have developed anassessment guide based on theapplication of these five ques-tions, Quality Air Force criteriaand principles, and the vastfunctional expertise throughoutthe command. We’ll use thisguide as the basis for ourassessments.The assessment guide alsocontains a few areas that arecompliance oriented. Wesimply must maintain vigilancein those areas that are mandated

AFMC— Full Speed Ahead
in Quality and Readiness

by General Henry Viccellio Jr.
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by law or safety. An organization that is notfocusing on these cannot do well in the job or onthe assessment—period.We will also switch from the 1000-pointBaldrige scoring to a five-tier rating. It’s veryhard to understand how well you are doing if youscore a 270—particularly if “perfection” liesover 700 points away! However, everybody hasan understanding of what “excellent” or “out-standing” means, and I believe all of our peoplewant to know—in simple terms—how they’redoing.Obviously, readiness is of primary concern toAFMC as it is across the Air Force, and we arechanging “operations as usual” in this area aswell. We are transitioning from readiness assess-ments to operational readiness inspections, achange that has several implications.Members of AFMC’s readiness team arecontinuously deployed around the globe. Ourforces do not fight in place; they go wherecalled. For that reason, it is especially criticalthat our readiness machinery be fully exercisedand rated. We’re going back to a five-tier grad-ing system to give our centers a measure of howwell they meet their wartime and contingencyresponse mission requirements. The operationalreadiness inspection will evaluate four majorareas: initial response, wartime materiel support,mission support, and ability to survive andoperate.Team IG in AFMC has changed their overallapproach to operational readiness inspections insome other major ways as well. The inspectorgeneral will now write the scenarios and deter-mine who deploys, rather than the base that isbeing inspected. Further, the command opera-tional readiness inspection will be grading theunit, rather than the base exercise evaluationteam.Our intent in AFMC is to perform assess-ments and inspections concurrently wheneverpossible. We anticipate some synergy betweenthe two evaluations and believe there will besome cost savings and minimized disruption forthe centers. We are prototyping the new com-bined Quality Air Force assessment and opera-tional readiness inspection through 1996.

Finally, we’re reinstituting a big “outbriefing”upon completion of each Quality Air Forceassessment and operational readiness inspection.This outbrief should include as many people aswill fit in the building and be very upbeat—inkeeping with the excellent work conductedthroughout AFMC. Our inspector general needsto give our people a real idea of where they arein mission accomplishment and on their qualityjourney. Our people want and need this feedbackso they can feel good about everything they’redoing right and improve on what they can dobetter.The Air Force is changing in fundamentalways, and we must concern ourselves withquality in order to meet the challenges inherentin change. To do things better and smarter,quality has to be an integral part of what we do.We are changing our focus from process to anemphasis on product, and we strongly believethat puts us on the right glide path. Quality AirForce criteria stress a focus on customer and onresults. That’s our focus as well. AFMC will doour part to make our Air Force vision, “Air Forcepeople building the world’s most respected airand space force—global power and reach forAmerica” a reality.✦

Commander, Air Force Materiel Command
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Tracking Recent Inspections
The following are the most recent Air Force Inspector General’s Functional ManagementReview and Acquisition Management Review reports. The information in this section is general innature and contains only the purpose and scope of the reviews. We do not include specific findingsand/or recommendations because they are privileged information.However, Air Force organizations may request a copy of these reports by calling Tech. Sgt.Widener at DSN 246-1645 or writing him at HQ AFIA/CVS; 9700 G Avenue SE, Suite 345D;Kirtland AFB NM 87117-5670. Requests can also be made via e-mail using this Internet address:tig@smtps.saia.af.mil. Agencies outside the Air Force desiring a copy of any of these reports shouldcontact SAF/IGI by dialing DSN 227-5119 or commercial (703) 697-5119.

Acquisition ManagementReview of Developing andBaselining the OperationalRequirements Document, PN95-505, accessed the process fordeveloping the OperationalRequirements Document,determine the effectiveness ofrecent changes to improve thatprocess, and access the overallusefulness of recent documents.The team reviewed Departmentof Defense and Air Force policyand guidance for writing andstaffing the Operational Re-quirements Document. Theteam also visited the Pentagonand 13 Air Force installationsrepresenting six major com-mands, three field operatingagencies, and one direct report-ing unit. (HQ AFIA/AIP, Ms.Cynthia L. Sanders, DSN 246-1740)

Acquisition ManagementReview of NondevelopmentalItems in Air Force, PN 95-506,assessed the Air Force imple-mentation of nondevelopmentalitem policy. The team reviewedapplicable policy and guidanceand  interviewed personnelwithin selected program offices.The programs selected werenon-developmental items or hadsome nondevelopmental itemcomponent or subsystem. (HQAFIA/AIP, Maj. Nancy L.Combs, DSN 246-1735)

Acquisition ManagementReview of SupportabilityCriteria in System Acquisitionand Sustainment, PN 95-507,evaluated the effectiveness ofthe process the Air Force usedto establish supportabilitycriteria, apply them in theacquisition process, and trans-late them to sustainabilitycriteria.  The impact of acquisi-tion reform on system support-

ability was also addressed. Theareas of policy and guidance,organizational responsibilities,acquisition reform impacts, andcareer field management werereviewed. (HQ AFIA/ AIP, Ms.Cynthia L. Sanders, DSN 246-1740)

Functional ManagementReview of Objective Commu-nications-Computer SystemsUnit Structure, PN 95-610,assessed implementation of theobjective communications-computer system unit structureand ascertained whether theexisting structure effectivelysupports mission requirements.The team reviewed policy andguidance provided to base-levelcommunications units andsoftware design activities;examined the standard corestructures, alignment of func-tions, application of manpowerstandards, and variances to thestandard organizational struc-
8 TIG BRIEF 4 JULY-AUGUST 1996
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ture; evaluated unit-level imple-mentation, current status, issues,and concerns; and determinedthe level of customer satisfac-tion with communications-computer systems support. (HQAFIA/MIM, Maj. Timothy S.Taylor, DSN 246-1980)

Functional ManagementReview of Supply Contin-gency Processing, PN 95-612,examined the need for thecontingency processing system,assessed maintenance cost, andidentified alternative methodsfor computer downtime anddeployment contingency pro-cessing. The team interviewedbase supply personnel acrosscommands to determine utiliza-tion of the automated systems,ascertained the need for thecontingency processing systemby looking at the length ofcomputer downtime and mobil-ity taskings, and identifiedalternate methods of contin-gency processing developed atbase level and improvements tocurrent program. (HQ AFIA/MIL, Chief Master Sgt. WandaJ. Portee, DSN 246-2009)

Functional ManagementReview of Publishing Distri-bution Office Operations, PN95-613, evaluated operations,management effectiveness, andhost-base support of the pub-lishing distribution office. Theteam reviewed current Air Forcepolicy and guidance related todistribution office operations;evaluated base-level implemen-tation of Headquarters Air Forceand major command policy andguidance; assessed unit-levelcustomer account representativetraining; and interviewed keypersonnel at major commandand base level to include mis-sion support squadron com-manders, base informationmanagement flight chiefs,publishing distribution officepersonnel, and selected cus-tomer account representatives.(HQ AFIA/MIS, Maj. Alvin T.Odom, DSN 246-2203)

Functional ManagementReview of Air Force AircraftArmament and Munition TestSets, PN 95-627, assessed theavailability and supportabilityof aircraft armament and muni-tion test sets and determined theeffect on today’s operationalenvironment and readiness. Thescope of this management

review did not evaluate bomberand stealth aircraft armamenttest sets or include nuclearweapons test sets. The teamreviewed current test-set autho-rizations against on-hand testsets to determine if sufficientquantities existed; comparedquantities of out-of-commissiontest sets to serviceable test setsimpacted mission accomplish-ment; examined unit- anddepot-level programs estab-lished to calibrate, maintain,repair, and sustain test setsupportability; and identifiedtest set repair limitations andshortfalls that contributed toexcessive repair and turnaroundtimes. (HQ AFIA/MIM, ChiefMaster Sgt. Parke E. Davis,DSN 246-2185)

Functional ManagementReview of Wing-level Logis-tics Plans OrganizationalStructure, PN 95-625, evalu-ated the effectiveness of the twoexisting wing-level logisticsplans organizational structures.The review team gathered datathrough visits and video tele-conferencing from 10 majorcommands, nine numbered airforces, and 28 host units. (HQAFIA/MIL, Lt. Col. Terry L.Schrum, DSN 246-1792)✦
TIG BRIEF 4 JULY-AUGUST 1996 9



10 TIG BRIEF 4 JULY-AUGUST 1996

The most difficult aspect of writing a unitself assessment is figuring out who youare, that is, to place your customers,products, and services in the correct perspective.So, build a fence before you begin writing theassessment.I’ll illustrate the building technique twice,once for a squadron within a wing and the otherfor the headquarters staff of a major command.Using a wing-level communications squad-ron as an example, there are two realistic fencebuilding options—build a fence around the wingor build one around the communications squad-ron. If you select the wing-level fence option,then the assessment for the communicationssquadron is written with the squadron being aninternal function of the wing. In this case, allother squadrons, groups, and wing staff areinternal customers of the communicationssquadron. The telephone, message, flightline,and command and control systems—which thecommunications squadron operates and main-tains—are support services because they are allinternal to the fence built around the wing.On the other hand, if your fence is builtaround the communications squadron itself, allcustomer, product, and service options take on adifferent perspective. In this case, the othersquadrons, groups, and wing staff are external tothe communications squadron because they areoutside the fence. As a result, the telephone,message, flightline, and command and controlsystems are the products and services providedby the communications squadron to their exter-nal customers.A similar scenario can be built for any head-quarters staff. Again, two fences can be built—one around the entire major command, the other

Build a Fence
Then Write a
Unit Self Assessment
Lt. Col. Steve FowlerHQ AFIA/FIC  DSN 246-1831

Photo by Gerald C. Stratton
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around the headquarters staff.Choosing the fence-around-the-major-command option, onewill quickly see the headquar-ters staff provides supportservices like guidance, policy,training, and equipping to itsnumbered air forces and wings.On the other hand, if the fenceis built around the headquartersstaff itself, then the numberedair forces and wings are exter-nal customers of the staff. Inthis case, the guidance, policy,training, and equipping the staffprovides become the productsand services they provide theirexternal customers—the num-bered air forces and the wings.Either fence building optionis viable, and the same qualityconcepts hold whether youchoose the internal or externaloption. In both cases, you mustdetermine customer require-ments, build processes tosupport production of yourproducts and services, measureresults, and know the satisfac-tion level of your customers.The overview is where youdescribe how the fence is built.This provides the foundationfor the follow-on descriptionsof your customer base and theproducts and services provided.This is where you describe therelationship of your customerswith the products and servicesyou provide. If internal, yourrelationship is support services;if external, the relationship isproducts and services.Both options align them-selves quite well with the Air

Force Instruction 90-501,Criteria for Air Force Assess-ment. If the fence is builtaround the corporate-levelorganization, the wing or majorcommand, then the supportservices the squadron or staffprovide fall into Item 5.3,Process Management: SupportServices. Gaining customerknowledge and requirementsfor each support service is self-contained within Item 5.3.Designing new or improvedsupport services is also con-tained within Item 5.3. Im-provement results for supportservices are then reported inItem 6.2, Operational Resultsand Financial Performance.Customer satisfaction is deter-mined through the processesyou identify in Item 7.3,Customer Satisfaction Deter-mination, with the resultsreported in Item 6.2. Realisti-cally, there may be a fewproducts and services like Item5.2, Process Management:Product and Service Produc-tion and Delivery, that thesquadron or staff provides toexternal customers, thoseoutside the fence—but themajority of the organization’sefforts will be in supportingcustomers internal to the fence.Should you choose to buildthe fence around the sub-

organizations of the corporate-level organization, then all theroles and criteria items take ona different perspective. In thiscase, the products and services,noted in Item 5.2, the squadronprovides the wing or the staffprovides its numbered airforces and wings take the formof a business relationship. Inthis “business” environment,you learn of customer require-ments in Item 7.1, CustomerKnowledge, then translate thisknowledge into product orservice process design in Item5.1, Design and Introduction ofProducts and Services. Produc-tion is accomplished in Item 5.2and performance reported inItems 6.1, Product and ServiceQuality Results, and 6.2. Asbefore, customer satisfaction isdetermined through the pro-cesses you identify in Item 7.3,Customer Satisfaction Determi-nation, and the results arereported in Item 7.4, CustomerSatisfaction.Knowing who you are isessential before you beginwriting a unit self assessment.Placing your customers, prod-ucts, and services in the correctperspective is the essence ofknowing who you are. So, builda fence before you begin yournext unit self assessment.✦
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LEAN
AND
FAST
Mr. Aaron RenengerAFMC/PA DSN 787-7630 The Air Force Mate-

riel Command is
an integrated team

responsible for acquiring,
delivering, and maintaining
the products which help
make America’s Air Force
the world’s best. AFMC
manages every aspect of the
Air Force’s weapon systems
from their inception on the
drawing board to support
through their operational
lives to final disposition.

feature
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AFMC also supports otherU.S. military forces and alliesand handles major aerospaceresponsibilities for the Depart-ment of Defense. These in-clude researching; developing;and testing and evaluatingsatellites, boosters, spaceprobes, and associated systemsneeded to support specificNASA projects.To accomplish its broadmission, AFMC is comprisedof four laboratories, fourproduct centers, three testcenters, and five air logisticscenters as well as severalspecialized centers. Thebusiness philosophy thatguides these facilities is builton providing high-qualityproducts to AFMC’s custom-ers—the operational com-mands.Those customers, however,are sometimes frustrated bywhat they feel is an inefficientlogistics system. Since WorldWar II, the Air Force hasoperated with a bulk-focusedtransportation system, result-ing in a cumbersome, unre-sponsive logistics program.Lean Logistics is addressingthe Air Force’s needs in thisarea by replacing inventorysize with inventory speed.Instead of each unit stockpil-ing parts and performingcomplicated technical repairs,

the repair process is central-ized at one of AFMC’s fivedepots.From the source of supply,along the lines of transporta-tion, and into the customer’shands, the idea of Lean Logis-tics is to move fast. The fasterthe inventory moves, the lessof it is needed. That not onlysaves money in reducedinventories, it means improvedcustomer support.Parts of the program arealready working. F-16 avionicsrepair was recently centralizedat Hill Air Force Base, Utah,resulting in a seven-fold dropin pipeline time. Currently,about 23 percent of AFMC’s570 depot shops have con-verted to some part of LeanLogistics. The next year willbe spent setting up and con-ducting a six- to nine-monthdemonstration of the program.Acquisition reform is alsoenhancing our customerservice. Simply stated, acquisi-tion reform emphasizes buyingcommercial products andcomponents off the shelf,promotes greater use of com-mercial and industrial specifi-cations instead of militaryspecifications, and calls forreduced direct governmentoversight of contractors.AFMC is achieving thesegoals through many different

programs, not the least ofwhich are the Lightning Boltinitiatives. Through the 11initiatives, the Air Force haseliminated all center-levelacquisition regulations, createda team to promote consistencyin acquisition strategy, and isdeveloping a new staffingmodel for system programoffices.Lean Logistics and acquisi-tion reform taken together arethe essence of materiel in theturn-of-the-century Air Force.Once separate disciplines,acquisition and logistics arebeing welded together by thecommand as an interdependentunderpinning of a lean mate-riel infrastructure. The result iscontinuous improvement ofproducts and services to therest of the Air Force whileconserving our scarce defensedollars.✦
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The end of the cold war,quickly followed byour overwhelmingvictory in Southwest Asia,confirmed that the U.S. mili-tary is a credible force ready toachieve our nation’s politicalobjectives. It is also clear theAir Force’s reputation as theworld’s most respected air andspace force was solidified bythe devastating effect of airpower during the Gulf War.The fact that the groundoffensive lasted a mere 100hours after a 43-day air cam-paign speaks volumes to theeffectiveness of air power andexemplifies its ascendant roleon the modern battlefield.However, it is dangerous touse yesterday’s air powervictory as a variable in today’sreadiness equation. Our oper-ating envelope has radicallychanged since 1990. We haveentered an unprecedentedperiod in U.S. military historycharacterized by a shrinking

resource pool and a corre-sponding increase in demandfor those resources. Thesechanges bring a unique set ofnew variables to today’spreparedness equation andpoint to the importance of theinspector general system.Several factors have con-verged to elevate the impor-tance of the inspector generalsystem. First, in response tothe end of the cold war, we cutour force structure 30 percentoverall and 50 percent over-seas. At the same time, ten-sions once held in check by thefamiliar bipolar competitionerupted in several regions ofthe globe. Our response tothese unpredictable threats wasthe establishment of severaljoint task forces. In 1994alone, the U.S. military had sixdifferent task forces deployedin support of contingencies.Not since the second worldwar have we engaged in somany operations in such a

condensed period. Our currentlevel of involvement keeps 50percent of our fighter forcescontinuously engaged over-seas. Second, the current trendin defense spending is decid-edly negative. In his Feb. 8,1995 statement before theHouse Committee on NationalSecurity, Secretary of DefenseWilliam Perry noted thefollowing: “As a share offederal budget outlays, defenseexpenditures will fall 13.5percent by fiscal year 2000—half the share in fiscal year1986.” In itself, this trend isarguably insignificant giventhe aforementioned reductionin force size. However, whenyou factor in nonprogrammaticcuts in our operations andmaintenance accounts to payfor contingency operations,this budgetary decline takes ona whole new meaning. Ithinders our ability to replenishreadiness spares at optimumrates, paves the way to in-

The Rising Importance of the
Inspector General System

Capt. Dick PooreSAF/IGE DSN 227-4787
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creased cannibalization, andmakes reconstitution a chal-lenge. Although in the long-term we are eventually reim-bursed for deployment ex-penses through the congres-sional appropriations process,the short-term cost is in can-celed training events resultingin degradation of wartimeskills. Third, the end of thecold war did not eliminate thethreat of the use of nuclearweapons against the UnitedStates or our allies. On thecontrary, some analysts arguethat the threat of nuclearproliferation has actuallyincreased with the dissolutionof the Soviet empire. There-fore, maintaining a crediblenuclear deterrence force is stillnecessary. How do thesefactors elevate the importanceof the inspector general sys-tem?First, readiness and nuclearsurety inspections becomeeven more critical. Accurate

assessments allow command-ers to focus the little discre-tionary resources available oncracks in the readiness founda-tion. Individually, the resultsof each assessment helppinpoint specific defects.Collectively, they help identifysystemic problem areas thatmay lead to a widespreaderosion of Air Force readiness.Second, looking for leveragepoints to get the most bang forthe buck takes on greaterimportance. With our reducedforce structure and a decliningbudget trend, any gain inefficiency through the qualitymovement positively adds tothe readiness equation. Finally,an effective complaints pro-gram goes a long way towardmaintaining a potent fightingforce. Nothing erodes organi-zational effectiveness fasterthan a lack of integrity orconfidence in leadership. Wecannot expect our people toperform in an environment

littered with harassment,prejudice, fraud, waste, orwidespread abuse of authority.A thorough complaint investi-gation process, combined withappropriate command action insubstantiated cases, reinforcesour institutional values ofintegrity, excellence, andservice before self.There is little doubt aboutthe importance of U.S. airpower on the modern battle-field or the continuing need fora credible nuclear deterrentforce. The challenge before usis to guard against a readinesserosion in a turbulent worldand unstable budgetary cli-mate. General Fogleman saidit best—“We must not becomeconfused about the fundamen-tal purpose of our ArmedForces. That purpose is theirreadiness to fight and win ournation’s wars.” To that end, theinspector general systembecomes the trip wire guardingthe readiness perimeter.✦



investigator’s dossiers

Forgery and Bank FraudSubject: Air Force ReserveNoncommissioned OfficerSynopsis: This joint investiga-tion by the Office of SpecialInvestigations and SecretService included assistance by

the Air Force Civil Air Patrol.The noncommissioned officerwas involved in a check-cashing scheme that defrauded45 banks and credit unions in11 states out of more than$330,000. The reservist imper-sonated an active duty AirForce member by using master-fully forged military and stateidentification cards and driverlicenses. He opened fraudulentbank accounts under more than100 different identities, depos-ited forged checks into theseaccounts, and then made with-drawals against the accounts toobtain cash.Results: This noncommis-sioned officer is now serving a30-month prison sentence andwas ordered to pay $248,000 inrestitution.
Illegal Storage and Disposal
of Hazardous MaterialsSubject: Top 100 U.S. AirForce ContractorSynopsis: The Office of Spe-cial Investigations initiated aninvestigation based on informa-tion received from the FBI thathazardous materials weregenerated as a product fromnumerous Department ofDefense rocket and missilecontracts. Information alsoreceived revealed the contractorknowingly violated severalcriminal statutes pertaining totheir storage and disposal. Twoof the company’s employeeswere killed when an explosionoccurred during the burning ofsome of the hazardous material.Results: The company pled

guilty to several counts ofillegal storage and disposal ofthe material and agreed to pay arecord $6.5 million fine, thelargest fine in the history of thestate. Company individuals arestill potentially criminallyliable and the corporation isstill liable for further penalties.
Embezzlement of Govern-
ment FundsSubject: U.S. Air NationalGuard Technical SergeantSynopsis: The Office of Spe-cial Investigations investigationrevealed the sergeant, a paytechnician in the accountingand finance office, was respon-sible for disbursing payments togovernment contractors. In-stead, the noncommissionedofficer falsified the vouchersindicating he paid severalcontractors more than$118,000. He deposited themoney in to his personalchecking account. In addition,while working in the civilianpay area, the noncommissionedofficer set up a false pay recordand transferred funds totaling$290,000 into his personalaccount via the false record.Once that was done, the ser-geant manipulated the systemso that no W-2s, Wage and TaxStatement, were generated.Results: The Air Force recov-ered $216,110 and the noncom-missioned officer was orderedto pay $193,107 restitution. Hewas also sentenced to 18months in prison and wasadministratively dischargedfrom the Air National Guard.✦

Fraud
 in the

Air Force
Maj. James G. PasierbAFOSI/PA       DSN 297-4728

     The Air Force Office ofSpecial Investigations investi-gates all types of fraud casesagainst the government. Fraudcosts the Air Force millions ofdollars annually. Most of ourfraud investigations are in theprocurement area: productsubstitution/diversion/mis-charging, conflicts of interest,and bribery. Other types offraud involve military andcivilian members who havebeen caught cheating the AirForce. In these budget-tighten-ing days, the impact of fraud,waste, and abuse is feltthroughout the Air Force, andwe should all accept the re-sponsibility to prevent it atevery opportunity. Mutualcommand and Office of SpecialInvestigation support coupledwith teamwork are essential forsuccessful prevention, detec-tion, and neutralization offraud. Here are some examples.
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auditor’s files

Management of the AircraftCorrosion Control Programat an Air Combat Commandbase was not effective. Specifi-cally, aircraft did not alwaysreceive full paints as requiredand washes were not alwaysaccomplished in a timelymanner. Preventive corrosioncontrol efforts are necessary toensure optimum life span of

valuable aircraft. Furthermore,occupational health examina-tions were not accomplished asrequired for corrosion controlpersonnel. Preplacement,follow-up, and terminationexaminations are required toevaluate body chemical levelsand determine results of expo-sure to hazardous chemicals.(Report of Audit 52596015)
Management of the SidingIndefinite Quantity Contractat an Air Education and Train-ing Command installationneeded improvement. Specifi-cally, installation officials didnot properly plan the project,resulting in an overpayment of$1.2 million to the contractor.Further, these officials did notcomplete designs for all build-ings or accurately determineapplicable siding supplies andservices. In addition, inspectionsupervision of the contract wasnot adequate and correctiveaction was not initiated orcompleted for instances of poorworkmanship, identified lineitem discrepancies, and sub-standard materials. (Report ofAudit 92595066)
Review of Organic ProjectOrder Obligations at an AirForce Materiel Command

center revealed needed pro-gram improvement. Specifi-cally, funds managers did notalways effectively manageorganic project order obliga-tions. The funds managers didnot always use the ProjectOrder Control System, G004B,status reports to identify,deobligate, and return excessfunds to depot maintenancecustomers in a timely manner.Action was initiated todeobligate $16.9 million of theexcess audited funds. (Reportof Audit 44096022)
Inpatient Third Party Collec-tion Program at a medicaltreatment facility requiredimprovement. Although collec-tion personnel properly identi-fied patients with healthinsurance, follow-up action onaging accounts was not alwaysimplemented. In addition,billings over 150 days old withno insurance action to eitherpay or deny a claim were notreferred to the staff judgeadvocate as required. Themedical treatment facilitycould realize a one-timebenefit of $1.7 million if allfiscal year 1994 billings over150 days old received follow-up actions. (Report of Audit92595085)✦

Summary
 of Recent

Audits
Ms. Terri BuckholtzAFAA/DOO   DSN 426-8012

The Air Force AuditAgency provides professionaland independent internal auditservice to all levels of AirForce management. Thereports summarized herediscuss ways to improve theeconomy, effectiveness, andefficiency of installation-leveloperations and, therefore, maybe useful to you. Air Forceofficials may request copies ofthese reports or a listing ofrecently published reports bycontacting Ms. TerriBuckholtz at the numberabove, e-mail tobuckholtz@afaa.hq.af.mil, orwriting her at HQ AFAA/DOO, 1125 Air Force Penta-gon, Washington DC 20330-1125.
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The American Expresscredit cards issued toindividual Air Forcemembers for official travel-related expenses have been thesubject of increased levels ofmember misuse, abuse, andcriminal misconduct. AmericanExpress misuse or abuse hasgenerally taken two forms:1) failure to pay the debt in-curred as a result of use of thecard and 2) use of the card foran unauthorized purpose, suchas non-official or personalcharges. American Expresscredit card abuse, unauthorizeduse and failure to pay the debt,can result in the member’s cardbeing revoked and deploymentor official temporary dutiesbeing hampered.

Between January and No-vember 1995, the total AirForce-wide American Expressbill delinquency amount aver-aged $15.02 million per monthwith the highest monthly aver-age being over $17 million andthe trend inching upwards. TheAir Force is responsible fornearly one-half of the Depart-ment of Defense-wide delin-quency amount. Twenty-fivepercent of total Air Force billingwas delinquent in payment,compared to an industry-widedelinquency rate of three per-cent. Statistics indicate that infiscal year 1995, 690 Article 15actions and 62 courts-martialwere initiated against militarymembers for American Expresscard abuse. In the first two

months of fiscal year 1996, 133Article 15 actions and ninecourts-martial were initiatedagainst military members formisuse of their AmericanExpress cards. If the trendcontinues, nearly 800 Air Forcemembers could face Article 15punishment for AmericanExpress abuse in fiscal year1996.The accounts of misconductrange from an officer buying acar with the American Expresscard to an officer paying achild’s college tuition. Anotherofficer paid for his family’s tripto Disneyland and anothersimply used the card to supple-ment personal expenses in anamount over $10,000. Oneairman charged over $24,000 on

legally speaking

AMERICAN EXPRESS
TRAVEL CARD ABUSE–
CAN WE CONTROL
THE PROBLEM?

Maj. Jane M.E. PetersonAFLSA/JAJG DSN 297-1546
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the card and another airmanused the card for all-expense-paid trips to Jamaica and Ger-many, among other things,totaling over $28,000 in charges.In addition to using the card forunauthorized personal expenses,an Air Force-wide delinquencyrate of 25 percent in paying thebill on time is horrendous andbrings discredit upon the AirForce in the eyes of the public.Those facing courts-martialhave been sentenced to jail time,officers have been sentenced todismissals, and punitive dis-charges have been adjudged forenlisted members for AmericanExpress card abuse.Member misconduct relatedto the American Express TravelCard Program threatens militaryreadiness, expends valuablecommand time and resources,and often results in adversedisciplinary action. The militaryjustice system is well equippedto support the command struc-ture in maintaining good orderand discipline, curbing theincreasing level of AmericanExpress card misconduct, andpreventing further misconduct.A widespread preventive lawprogram coupled with aggres-sive, timely disciplinary actionis required to gain and maintaincontrol of this government-sponsored program.Widespread dissemination ofinformation related to properuse should be the first linedefense against further Ameri-can Express card misuse orabuse. Clearly informing mem-

bers that the card is for officialpurposes only and that they arerequired to pay the bill when itcomes due is absolutely criticalto curbing misconduct. Informmilitary members of the properuse of the American Expresscards in formal briefings and inwriting as soon as they receivetheir cards. Document that amember was advised of theproper use of his or her card. Inaddition, advise members thatAmerican Express card abusecan result in adverse disciplinaryaction including imposition ofan Article 15 or even a court-martial if the abuse is seriousenough. Formal briefings on theproper use of the AmericanExpress card and the potentialrepercussions of misuse servetwo purposes. First, they willensure that members don’tinadvertently misuse their cardbecause they don’t know therules. Second, knowing theseriousness of the actions thatwill be taken for misuse will actas a deterrent to individuals whomight be inclined to abuse cardprivileges.When the preventive lawprogram, through widespreaddissemination of information,fails and a member abuses his orher American Express card,adverse disciplinary actionshould be swift and sure. Visiblepunishment for misuse is thegreatest deterrent to furthermember misconduct. When amember faces court-martialaction for American Expressabuse, it should be publicized.

The Uniform Code of Mili-tary Justice provides severalavenues through which com-manders can discipline membersfor American Express abuse. Ofcourse, this article deals ingeneralities. If specific miscon-duct is discovered, the base legaloffice can provide specificguidance for that particular case.Dishonorable failure to pay ajust debt is a criminal offenseunder Article 134, of the code.If a member consistently fails topay his or her American Expressdebt, legitimately incurred ornot, charging this offense maybe appropriate.A strong preventive lawprogram is the best mechanismfor curbing American Expressabuse. The great majority ofmilitary members, when theyknow the rules, follow them. Wemust get the information aboutproper use of the AmericanExpress card and potentialdisciplinary consequences formisuse to the members. Oncethe information is out and amember misuses his or herAmerican Express card, thetools to correct the AmericanExpress abuse are availablewithin the military justicesystem. A disciplined approachby those in positions of com-mand is required to ensure thosetools are properly applied andadministered. Widespreaddissemination of informationand speedy justice are theanswers to the misconductquestion.✦
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